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MEMORANIUM FOR: Chief, Technical Accounting Staff

SUBJECT : Fiscal Division Procedures for Scheduling Audited :
Vouchers for Peyment

1. PROBIRM
As requested, a review has been made of current procedures in the
Fiacal Division to ascertain whether the 6cheduling of audited
vouchers and claiws for rayment can be expedited.

2. PACTS BEARING ON THE PROBLEM

a. Procedures Folliowed in Schedulinﬁ;

(1) Three Branches of the Figcel Division are concemmed with the
suditing and scheduling of vouchers foy peyment. The Clsime i
Branch and Trevel Branch audit migcellaneous vouchers, clains »
and travel and transportation vouchers and certify the achedules ;
listing such vouchers for peyment. The Fiscel Processing Branch F
(FPB) acts as & receiving and distribution point for almost all
meil sddressed to the Piscal Division and distridbutes vouchers
and other documents to the other Brenches. Audited vouchers »
except as noted herein, are submitted to the FPB for scheduling
by categories of vouchers. FER aleo performs services related
to the scheduling process » 8uch a8 returning the schedules with
the vouchers to the cexrtifying officers; after certification,

- detaching the original and the coples of the schedules which
go to the Assistant Disbursing Officer (ADO); anda re-associating
the vouchsrs with the originals of the paid schedules vhen such
originals are returned by the ADO. Cevtified schedules are
assembled by FPB and hand-carried to the ARO twice each day (at
epproximately 1030 and 1500 hours). Exceptions to the FPB
ached@uling procedures are ag follows: the Travel Branch obtaing
schedule numbers from FPB and schedules vouchers for cash advances
of travel funds directly to the ADO; and the Payrell Branch obtains
schedule numbers from FPB and schedules payroll vouchers directly
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(2) Audited claims and vouchers are reviewed by a certifying officer
before the claims and vouchers are carried to the scheduling
clerk in FPB. In the Claims Branch, the date & voucher is cone
sidered "sudited” is after the final preparation of all related
papare, inclading any necessary memorsndums or Administrative
Audit DAfferance Statements. In the Travel Branch, a slightly
different procedure is followed and the date & woucher is con-
sidered "sudited” is the dste the auditor completes work on the
voucher and has drafied related documents, such 88 @ny necessary
nemorenduss or Administreative Audit Difference Statements, but
before such documenis are typed in final form. This difference
in what constitutes an "audited woucher® in the scheduling
pattern may cause scme travel vouchers to appear delayed before
being scheduled. Under current procedures, neither of these
Brenches has any typists and all typing of memorandums, letters,
Administrative Audit Difference Statements, etc., for both
Branches is accomplished by persounel sssigned in the of'fice of
the Chief, Piscal Division.

Beview of Voachers audited by the Claims Branch -

The period 11 August through 12 Beptember 1961 was selected ot rendom
for review. Sinee the large volume of wouchers and schedules processed
made it impractical to sttempt a review of all docwments, the review
wes limited to 35 schedules, distributed throughout the period, on
wkick 237 vouchers vere listed. This sempling represented sbout 10
pexcent of the total achedule and voucher volume and waz considered
representative of the problem. PFacts diselosed pertinent to this
study were: S

(1) Tventy-two schedules listed vouchers whick had been sudited the
same day or not more than ons work day before the date of the
schodule.

{2) Twelve achedules listed vouchers which had been audited net more
than two work days before the date of the schedule.

{3) On one schedule listing three vouchers two had been sudited one
worzk day before the date of the schedule; and the third voucher
had been audited three work days prior to the date of the schedunle,
which wvas the longest period any sudited voucher had been held
for scheduling. PMurther investigatien indicated that suck voucher
spparently hed been held intentionally at the scheduling desk wait-
ing for more vouchers of the smue type in order to mmke better use
of the schedules and not list one voucher by itsel? when urgency
of payment was not oritical.
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Review of vouchers sudited by the Travel Branch -

The same period selected for miscellanecus wouchers was used for
review of travel vouchers; however, the smaller volume permitted an
exmxinstion of all schedules prepared during the pericd. This reviev
ingluded 6k schedules which listed 389 wouchers. About 20 percent
of the schedules listed vouchers which were for credit to advence
sceounts and 414 not reguive a payment by the ADO. Pertinant facts
obtained from this review were:

(1) Two schodules listed vouchers sulited the same day as the date
of ths aschednlie.

(2) Mirty.two schedules listed vouchers sudited mot more than one
work day before the dste of the schedule.

(3) Sixtesn schedules listed vouchers audited not more then two work
dsys before the date of the schednle.

(k) Eight schedules listed vouchars sudited not more than three work
days before the date of the schednle.

(5) 8ix schedules listed vouchers sudited more than three work days
bafore the date of the scheldule. These six schedules listed a
total of 31 wouchers; however, only nine of the wuchers were
actually held more than four dxys after audit before scheduling
which represents sbout £.3 percent of the total of 359 wouchers
investigated. ¥Your of the nine vouchers were for credit to
sdvance accounts and 414 not involve payments to travelers.

Annlyeis of scheduling volume -

(1) To evaluate the effectiveness of current scheduling procedures,
an snalysis wes made of the muzber of all wouchers scheduled
during the 26 week period ending 16 December 1961, based upon
the M wveekly work reports. A total of 17,921 wouchers were
schediiled during the half year pericd. An aversge of 689
vouchers were scheduled pexr week or about 1h2 wouchers per work
any for the 126 actusl work days in this period. Total vouchers
schediled during a week slightly exceeded 1,000 items on three
occasicns (weeks ending 15 July, 12 August, and 9 December) and
desclined to o low of 0o items for the fouredey work week ending
8 July. Other bolidays in the peried had no noticesble effect
ons volume of vouchers scheduled or the inventory of unscheduled
vouchers on hand st the end of a week. The average cerry-over
of mscheduled vouchers at the end of 2 week was 1A which is
considered reasonsble and is consistent with the averege rate
of scheduling adeut 142 wouchers per day.
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(2) Data on the nunber of vouchers received during prior fiscal
. years Tor processing, suditing and scheduling were reviewed
baginning witk 19493, vhich wvas the earliest year for which
data were available. The volume of wouchers received increased
gradnally but consistently up through 1955 vhen & tremendous
increase in volume occurred. Vouchers received during 1961
were 1.58 times the nusmber of vouchers received in 1958.

(3) To meet the schednling reguirements imposed during the last 3
Years Dy the increased volume of vouchers, typists cutsids of
FPB have had to De given some training in the scheduling process.
Saeh extrya typing help has been assigoed to meet peck loads and
overcomd situstions crested by unforeseen sbsences of the regu-

lar scheduling clerks. Even so, emergency situaticss have devel-

aped on occesion when clerks unskilled in typing or scheduling
bave had to be pressed into service.

Beview of payments by ADO -

As a part of the analysis of the scheduling o saudited wvouchers, datas
were obtained simsltanecusly concerning their payments ss follows:

(1) Sechedulss listing misecellanccus vouchers -

MWM&tmemhﬁrm.mmwmr
the date of the schedule; and sbout 30 percent were paid no
later than two work days after the schedule date.

{2) ScheMiles listing travel vouchers -

Adout 62 percent were paid the seme &8, or ous work day
sfter, the date of scheduling; about pereent were paid no

“1 laber thmn two work days, and 10 percent were paid no later
than thres work days.

Gemeral commnt e scheduiing -

Although certified schadules were batched and submitied to the ADO
for paymsnt twice each day, no records were kept to identify the

tine of day ouch scheduls wes actually processed and submitted.

In some cases, for sxmeple, vouchers asudited Quring s Monday after-
noon may be reviewed by the certifying officer the following memming
{Tusaday) snd be sent to the schednling desk by noon. Such vouchers
may be schednled promptly during the aftemmocon bat have the schedule
mpbex and date assigned as of Vednesdny moming and be certifted

sud processed to the ADO with either the morming or afternoon betch.
¥hile the elapsed time such vouchexrs were in process between the andit.-
ing and scheduling is only slightly more than eight work hours, statis.-
tically such voucheys sre regarded as requiring twe work days between
the date of sudit and dalte of scheduling. This example is illnstrative
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the ADO where schedules taken to the ADD in the aftermoon of one
day may not be paid uatil the morning of the second day following.
Statistically, such schedules indicate that two work days were
Teguired for payment which is not necessarily tiue in a literal
sense. It is believed that the Agency's record for scheduling
sudited vouchers and the ADD's payment of certified schedules is
generelly good, especially if allowance is made for the "time of
. day” effect om the statistical summary.

HETEODS CONSIDERED FOR INFROVING PROCEDURES
mzmmmmum~

The Claims Branch and Travel Branch could be made responsidble for
scheduling their respective vouchers after endit. Clerks with typing
skill weuld have to be provided to each Branch. At present, there

are no typists in either Branch and it is wvexry doubtful vhether the
additional work of schieduling and related duties could be absorbed
within the present staffing of the Claims end Travel Brenches without
pairment of the auditing program. Scheduling by each Braneh would
bhave the advantage of providing for direct supervision of the scheduling
function by the Breach and would eliminate some of the handling of
wveuchers and schodules between Brunches. One sericus ahortcoming of
such decentralization of the function to the two branches would be the
problam of providing typists to emscute such additional responsibilities.
mmmmm&muwmmmw

2 pereent. mmmmmmwmmmmm‘mwm
wammwmmmmumiﬁmmmm
o week with & hige upsurge in miscellsneouns vouchers about the 2nd
or 3rd week of each month. The variation is frem less thsm enough
work for cne typist on some days to far more than one typist pessibly
can 4o on others. With such an uneguel work loed, dividing & typist's
time between the two Branches would comgplicate the problem. This short-
m is believed to not :utity adoption of the &ecentralizetion of

A change could be sade in the payment procedures whereby the use of
Form 1166 would be eliminated and individnel vouehers would be certi-
fisd for payment. Such a procedure is contemplated by Title 7,
Standardized Fiscal Procedures, Gemeral Aceounting Office Poliey and
Procednves Nomual. Under such @ procedure, basiec wouchers prepared
on Governuent standard forms or other forms muthorized for such use
would be prepared and submitted in duplicate to the Distursing Off'icer.
The Disbursing Officer would retain a copy of each voucher zs svidence
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of the payment and return the original copy to the Agency for filing.
Aftsr careful evaluation it wes conciuded that the disadvanteges of
cortification and payment on individnal vouchers considerebly cutweigh
the advantages to be gained and, therefore, further consideration of
this possible course of action 58 not Justified.

c. Marge the Bramches Affected

Consolidate the Piseal Processing Branch, Clatms Brench and Trevel
Breach into one Branch, in eecordance with the proposal submitted

by the Chief, Fiscal Divisica on 15 September 1960. Such a comsoli-
dation wmld effect better senagement, supervision and efficiency in
the processing of vouchexs by having the audit and related functions
under one direct supervisor, and would provide increased personnel
capabilitien and greater flexibility in perscunel assigments. Closer
coordination of the audit and scheduling functions would tend to facili-
tate and further sccelerate the scheduling of wouchers for payment.

&,

The current procedures for scheduling vouchers for payment are conside
ered effective. Any guins which could be accoaplished under alterma-
tives described in paregraph 38 and 3 above would be limited to a
matier of culy s fev hours for some vouchers. Undar current procedures,

.. only & small percentage of vouchers require mc:e than two work daye to
© be scheduled. The orgmnizational change discussed in paregraph 3c
world sccomplish some minor gains in the time required to schedule an
sadited voueher but would provide other and more significant advantages
with respect to the utilization of Division persermel.

- 5 mmmmum

During this study in the Fisoal Processing, Claims, and Travel Branches,
exgellent cooperstion snd good working relationships were cbserved.
Bovertheless, it is recommended that the merger proposed in 3¢ above be
effected at an appropriste future time to provide more efficient
operations.,
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